Indian Railways (IR), world's largest commercial employer, maintains its competitive advantage over other transportation facilities through affordable price for Indian population with diverse economic background and accessible boarding points. One of the primary factors that were instrumental in making it achievable remains the 'people side' of IR. After celebrating IR's 160 th anniversary in 2013, Chief Personnel Officer (CPO) of each IR zone wished to revisit the HR practices followed to understand the transformations that has happened in past to reach at the current state and how they can be improved or sustained for attaining maximum efficiency in future. In addition, the IR board plans to commence operations of the ERP system by establishing computer kiosks at various stations and terminals across India. These initiatives were resisted by the staff due to fear of job losses and insecurity. CPOs were thinking about devising certain new HR policies and changes to the existing HR policies through which the resistance of staff can be minimized.
in the world.
14 IR employee count in 2013 was approximately 1.7 million including 1.4 million permanent employees and 300,000 casual workers (Exhibit 1 lists the number of staff and expenditure on staff in IR from 1950-2010). 15 16 Being the largest publicly-owned enterprise, they have been supported by the exchequer. However since the early 1990s when the liberalization movement started the railways have had to operate increasingly as a commercial rather than a social organization. 17 After several years of debating whether to privatize the IR, following on the lines of the US and UK, in 2001 the Government of India were almost ready to privatize the sector. 18 19 20 
IMPORTANCE OF IR
The railways have played a critical role in catalyzing the pace of economic development and continued to be an integral part of the growth engine of India. They have been chugging along transporting people and freight to almost all parts of India. 21 They have also been the backbone of India's transportation sector and "constitute the principal mode of transport in India". 22 They supplied the basic means of movement and were seen as the lifeline of the nation, so much so that "most Indians would have used the railways at some point of their life as a means of transportation". 23 Nonetheless they have been an unsung hero in India's economic growth story.
IR has a state monopoly on India's rail transport. Perhaps IR will be the only railways in the world which has the privilege of presenting its own budget separately to parliament, a week before the general (national) budget. IR continues to be one of the world's largest and busiest rail networks. It moves more than 2 million tonnes of freight and nearly 18 million passengers per day across different routes totaling to a length of more than 63,327 km or 39,500 miles (Exhibit 2 documents the details of number of passengers and earnings at sub-urbans for few key zones). 24 25 As of 2008, IR owned almost 8,300 locomotives, 45,000 coaches, and 225,000 wagons and ran more than 18,000 trains daily, including about 8, 984 passenger trains and 9,387 goods trains. 26 communication, track-maintenance and operations are being planned to be introduced. These initiatives target to improve the Railways capacity which has lagged far behind than needed, especially given the need to shift from road transport to rail in the interest of improving energy efficiency and reducing the carbon footprint. 31 Individual stations and the train movement through the track territory within are controlled by Station Masters (SM). SM stands further down in the administrative ladder -reporting to the Divisional Operating Manager (DOM).
ORGANIZATIONAL STRUCTURE OF IR
In addition to the zones, a General Manager (GM) heads each of the six production units (PU's) who also reports directly to the Railway Board. Certain PSU's were headed by Managing Directors (MDs) who again report to the Railway Board.
Employee chosen to work for IR should have the willingness to work in a predetermined hierarchy. 32 Similar case prevails in any other Indian government service where hierarchy needs to be adhered quite closely. It remains most unlikely in the case of private sector.
Railway employees were always on the move to fulfill their responsibility of ensuring safety and protection of passengers and their belongings. At most care was given to not compromise on passenger safety in any manner. Railway employees were seen to be flexible enough to be able to adapt to different situations and different people as they interact with many people on daily basis. But while doing that their inner discipline ensured that they stick to their roles and responsibility towards the users of IR. Hierarchy and discipline were seen to be taken very seriously at IR. Again the size, scale, vastness and complexity of the organization have over time led to the prevalence of this culture.
As in the case of any other Indian government service, a person chosen to work in IR should have the willingness to work in a predetermined hierarchy. Unlike the private sector, hierarchy will be adhered to quite closely in the government sector. As the railways were always on the move so were many of its employees. The railway employees were responsible for the safety of the passengers and their belongings. Care was also taken that they do not compromise with passenger safety in any manner. In the course of duty, railway employees were seen to interact with many people and hence were seen to be flexible enough to be able to adapt to different situations and different people. But while doing that they were governed by an inner discipline which ensures that they stick to their responsibility towards railway users and the department. Hierarchy and discipline were seen to be taken very seriously at IR.
Again the size, scale, vastness and complexity of the organization have over time led to the prevalence of this culture.
HR MANAGEMENT DEPARTMENT IN IR
Staffing for IR constitutes 1.4 million regular employees and 300,000 casual workers.
Railway employees were classified into 4 classes of which 800,000 were class IV, 600,000
were class III, and 8,500 were classes I and II. This portrays the vastness and the colossal scale of managing people in this organization. In terms of comparing and contrasting the HR practices geographically, no major differences were found. There were some cultural differences between the railway zones. National language Hindi was used more frequently in north when compared to English. South and west/central zones were more frequently using English language and were found to be more technologically advanced. They were the first to use touch screen kiosks for employees to check the status of their provident fund, loans, savings balance etc. Also the Western Railways were chosen as the first for the ERP systems project which is planned to be implemented on all zones.
RECRUITMENT AND SELECTION IN IR
Being a bureaucratic organization there were fixed promotion or advancement routes. IR classifies its employees into four classes (as listed in exhibit 4). Central Railway's Personnel
Manager explains the selection procedure through the following quote:
"Selection to class IV posts is by the railway administrations through Selection

Boards. Class III posts are usually made through the Railway Service Commissions by open competition on all India bases. Group 'A' and 'B' Officers (class I and II) is through a competitive examination held by the Union Public Service Commission.
Promotions from the lower grades are based on 'seniority-cum-suitability' and in higher grades it is by 'selection on merit only". and selection in the IR, there was evidence of it being highly formalised and structured. This was again for reasons of its size, vastness and complexity of operations.
TRAINING AND DEVELOPMENT
All new recruits had to undergo training when they join and especially gazetted officer's get trained at one of the seven 'Centralised Training Institutes' (CTIs) listed in exhibit 7.
Gazetted officers also undergo management training courses both in India and abroad. In India, they were conducted at the prestigious Indian Institutes of Management (IIM's).
Recently IR has signed a five year contract with HEC Paris, a global business school. HEC Paris will provide international learning programmes to IR's middle and senior management and will become IR's biggest supplier of external learning for managers. Training needs of IR staff is explained through the following quote from a Personnel Manager of Central Railway. The identification of a training need was seen to be the outcome of performance appraisal which was an annual exercise. An annual 'training calendar' (calendar year -January to December), was planned at the board level, which then percolated to the different zones and respective zonal training centres. This training calendar was rolled out every 5 years. The zonal training centres request for nominations from the divisions and schedule the training.
The nominations were then sent from the divisions to the headquarters and the zonal training centres for administration of training to the employees on the said date. It was learnt that a few employees at all levels in the IR resist training outside their respective division/headquarters, as they were required to stay away from their families till the duration of the training was completed. Post training, the training centres conduct examinations -both written and practical -to measure the effectiveness of training. It was also learnt that another way the railways measure effectiveness of a training programme was through the 'simulation exercise' as it was practiced in the Sabarmati locomotive maintenance section in the state of Gujarat. The 'running' staff were expected to undergo a 'simulation' test where their abilities to run a train will be tested. The Sixth Pay Commission had also introduced training programmes such as 'train the trainer', wherein employees trained at the zonal training centres may train staff internally at the division. Thus overall learning, training and development were available at all levels. It was also paramount for the organization as it concerns transportation and hence safety.
COMPENSATION & BENEFITS
The In 1998, introduction of Fifth Pay Commission increased the expenditure on staff and pension payments by almost 35% in just one year. Pay and conditions within IR was seen to be a complex structure with the given size, scale and vastness of its operations. India being a country with diverse culture and background, IR had to have in place a standardized and structured code of conduct for running the system efficiently beyond the differences between the employees and their origin. Inevitably, the multifarious spheres of railway operation across the country impose certain responsibilities and obligations on the railway employees. All railway personnel were expected to observe a general code of behavior as embodied in the relevant conduct rules in regard to various matters such as employment of near relatives in private undertakings enjoying government patronage, joining of associations or unions, indulging in criticism of government and unauthorized communication of information, and maintaining and furnishing a record of movable and immovable assets. As an employee of Central Government in the ministry of railways or in the Railway Administrations, a railway worker was expected to be a "good, honest and conscientious member of the railway staff and an exemplary citizen of the country.
MANAGEMENT AND ORGANIZATIONAL CULTURE
IR was also seen to be an employer with many attractions. IR employees enjoy fringe benefits such as free passes and concessional tickets to travel the length and breadth of the country.
These cover the employee and her/his dependent family at all levels. Officers often quoted that these were seen to be factors that attracted them to join the railway service. Another motivational or pull factor to join the railway service was the ability to maintain a work-life balance in comparison to the private sector and also an opportunity for a fixed career progression. Hence though the remuneration was lower than in the private sector, railway employees enjoy job security at all levels except under exceptional cases in an otherwise highly volatile job market. The low level of staff turnover was also evident from the number of pensioners who were expected to be around one million, which almost equates to the number of serving employees. It was also learnt that in the current economic climate there has been an increase in the number of applications for jobs in IR as it was seen as a job for life.
CROSSROADS FOR IR
IR was making losses and looked unsustainable as a part of the public sector. 41 By the year 2000, IR had taken 21 loans from the World Bank totaling US $2.2 billion. 42 43 However in recent years it was reporting huge profits close to US$5 billion over last 4 years. 44 true assets, which were its people, the IR would not have achieved this 'transformational turnaround' in its economic performance. 48 49 50 51 The Economist, (2003) reported that a special committee on the IR was quoted to have said that it was "one of the most studied institutions on the planet".
WAY FORWARD
Though IR was a commercial enterprise, albeit a Government PSU organization, it was also very much what one officer called a 'social cause' -where 1.3 million people were gainfully employed with a 'job for life'. This translates into a stable and better society and adds value to the economy. Recruitment and selection in IR was seen to be rigorous, structured and formalized. IR remains an attractive job proposition, seen as an employer of choice where millions vie for a job. They have decent pay grades and the latest sixth pay commission has announced certain policies that would attract and retain talent. Identification of future staff needs and rightsizing by 'benchmarking' and 'workforce-planning' were proactive and strategic steps on part of the railways have added value to the bottom line of their financial performance. Training was seen to be very important and available at all levels as it was considered as an investment and not a cost. Apart from internal training centres, the IR also train their staff at national and international institutes of repute. Another interesting aspect was the rising payroll/cost on staff and pensions bills -which was seen to directly affect IR's finances. To offset this cost, IR has decided to pursue 1% annual reduction in its staff.
While investigating the changes in the HR practices and the role of HR in IR's turnaround strategies, evidence suggested an evolution of HR practices over a period of time. Some of them includes increased transparency in recruitment and selection, declining scope for corruption, increased pay levels of all employees (last two pay commissions), strong initiatives to attract and retain key talent, personal development initiatives (includes a 2-year study leave and a 2-year child-care leave for female employees), and globally respected quality training. As frequency of accidents happening was always a challenge, safety remains the paramount within IR. Benchmarking' within its workforce management, supply chain management, operations management, logistics management -to name few -were being introduced in the railways as latest management practices. Image and culture of a typical PSU were being slowly shed as the benefits of global economy were seen to be trickling down. As IR was now noticed on the global stage with the world's eyes on them, IR officers wished it to be seen as a professional and transparent organization [motivation for implementing the 'right to information act' (RTI) in IR].
Pay being an important ingredient and a key motivator for staff; it was highly difficult to manage it within a large PSU such as the IR. The fifth and sixth pay commissions realized this and have designed the pay packets of the railway staff accordingly. Hence it was not surprising that it was during this period that the financial turnaround in its performance took place. Other important and interesting changes were taking place in terms of payroll management. At present IR plans to outsource its payroll and thinks of implementing ERP systems for improved and efficient services. However both these, and not surprisingly, were being resisted by the personnel staff due to fear of job losses and redundancies.
Chief Personnel Officer (CPO) of each IR zone under the ministry of railways plan to procure a human resources management system (HRMS) and other modules for integrating and automating its payroll, accounting, and pension functions. CPO aims to have a centralized system for managing its staff better. The organization plans to spend around $1.5 billion over the next two to three years on technology. IT giants such as Wipro and Tata Consultancy
Services were seen to be competing for this contract. Interestingly and opposite to the outsourcing plan as seen above -a recent development initiated by the ministry of railwaysto automate in-house all operational and personnel practices and elimination of the age-old manual and paperized 'record system' of maintaining employee records. It proposes to automate the entire IR system (listed in exhibit 9), with a centralized enterprise resource planning (ERP) system. It has been proposed to make this system totally user-friendly and operational in three languages such as English, Hindi and the respective regional language of the state e.g., Marathi in Maharashtra, Gujarati in Gujarat and so on. This initiative was expected to bring about integration of data at a national level. But, there was some resistance from the employees to accept this system due to fear of job losses and security. It has the possibility to be implemented as a centralized all-India ERP system, for central access to all personnel and office related information, with a central monitoring mechanism. Currently each division or headquarter may have its own in-built internal personnel management system and thus there were no link between the systems. Western Railway Head Quarters currently has two internal human resource information systems (HRIS) namely:
 Personnel management information system (PMIS) -which will cover all employee related information such as cadre strength; promotion; posting; staff on roll; rosters; leave records and so on  PRIME system -which can be used for payroll, settlement and income tax related information.
In Bilaspur division of the South Eastern zone, the PMIS System has been integrated with the PRIME'. It was also widely felt by the officers that the overall ERP implementation impact will be seen within the next 5-8 year's timeframe. The Western Railways has been chosen by the railway ministry for pilot implementation of ERP at a national level.
The Railway Board plans to commence operations of the ERP system by planting computer kiosks at various stations and terminals across India. This work has already commenced with creation of employee -related service kiosks at various divisions of the IR. These kiosks allow the employees to easily access their service related information instead of approaching the personnel department to resolve even the smallest queries. IR also proposes to launch a 'call centre' to manage internal customer (employee) related queries. As these initiatives were resisted by the personnel staff, CPO's have to devise policy documents and revisit the existing HR practices for adapting them to remove the resistance exerted by the employees on implementation of the change initiatives mentioned. This branch of the railway services was engaged in handling the accounting and finance operations of the IR. Working in this branch would entail dealing with financial transactions and hence a thorough knowledge of accounting procedures and related practices would prove an asset for officers who opt for this branch of the IR. An officer in the senior grade was given the charge of a zone and the post of a Financial Advisor-cum-Chief Accounts Officer. At this post, the officer carries the overall responsibility for accounts for the whole zone. Indian Railway Personnel Service
Exhibits
As the name indicates, officers in this division handle all matters related to HR and personnel such as recruitment and selection, promotions, training, welfare activities, transfers, increments, and disciplinary actions. 
Classification
Hours of work Continuous The employment of a railway servant was said to be 'continuous' except when it was excluded or has been declared to be essentially intermittent or intensive (shall not be employed for more than 54 hours a week on an average in a two-weekly period of 14 days) Essentially intermittent
The employment of a railway servant was said to be 'essentially intermittent' when it has been declared to be so by the prescribed authority on the ground that the daily hours of duty of the railway servant normally include periods of inaction aggregating to 50% or more including at least one such period of not less than one hour or two such periods of not less than half an hour each) in a tour of twelve hours duty (on the average over 72 consecutive hours), during which the railway servant may be on duty, but was not called upon to display either physical activity or sustained attention (shall not be employed for more than 75 hours in any week).
Excluded
The employment of a railway servant was said to be 'excluded', if he belongs to any one of the following categories, namely: o railway servants employed in a managerial or confidential capacity o armed guards or other personnel subject to discipline similar to that of any of the armed police forces o staff of the railway schools imparting technical training of academic education o such staff as may be specified as supervisory under the rules o such other categories of staff as may be prescribed Intensive
The employment of a railway servant was said to be 'intensive' when it has been declared to be so by the prescribed authority on the ground that it was of strenuous nature involving continued concentration or hard manual labour with little or no period of relaxation (shall not be employed for more than 45 hours a week on an average in a two-weekly period of 14 days). Source: Compiled by authors from interviews.
